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25 July 1950

COLZENTS ON STATE/DEFENSE STAFE STUDY RELATIVE ¢
ORGANIZATION O CIA FOR MATTONAL INITLLIGENCE FRODUCTION

I, Analysis of the Staff Stugdy

1. The effective result of subject study and its irmplementing
NSC directive is to chonge the individual statutory regponsibility of
the Director of Central Intelligence for the producticn of natiomal
intelligence, to that of a collective responsibility of the Intelli~
gence Adviscory Committee.

2, The study accomplishes its actual objective in the NSC Dir-
ective as follows:

2. by reading into the National Seeurity Act of 1947, as
amended, in paragraph 10 b and 10 ¢ the following:

(1) v, . . Until the emergence of a national
estimete or study from the JAC, collective responsi-
bility is inescapable undey the Act of 1947."

(2) %, o » The full statubory responsibility of
the D/CI for the production of national intelligence
becomes operative only when . . , final drafis of naw
tional estinates or gtudiss are recomnended by the
IAC to the D/CI.Y

b. by defining nationsl intelligence in paragraph 2 in
such & way as to prescribe its produetion as being a “ecoopera-
tive process of preparation” (production by committee) for the
purpose of integrating (i.e., incorporating the substance of)
the best intelligence opinion of the departments.

¢, by providing the TAC in parsgraph 3 with responsibilities
for planning, prescribing scope and terms of refersnce, initiate
ing projects, reviewing and accepting or rejecting drafts, and,
in certain cases, producing national intelligence estimates amd
studies, including related lisison and coordinating functions,
presently allocated to the D/CI and CIA,

d. by providing in paragraphs 5, 6, and 7 an organization
2l realigrment of the intelligence production facilities of CIA
which transfers the current intelligence and estimating facilities

from the jurisdiction of the D/CI (except for administration) to
the functional direction and opsrational conixol of the TAC, and

* NSC Declassification Instructions On File
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whlch provides the IAC with responsibilities for fimctional direction
of the remainder of CTAts intelligence production and collectiom
machinery. (Ses Chart attached)

3, Using the National Security Act of 19L7 as amended, the ESCID'a,
s Dulles Report and WSC 50 as terms of referenmce, the study asserts:

8. that gg%iemg has indicated thab the g Dﬁlig, of national
intelligence e3timates has not substantially improved since issuance
of NSC 50 (3 July 1949).

b, that unwarranted duplication of effort ss between the
various agencies has continued.

Lo In support of these assertions, the stndy states that the above
conditions result in large meanure froms

g. disapreament betwsen CIA and departmental agencies as to
the weaning of national intelligence. )

b, 4dnadequacies of exlsting mochanisms and procedures for
the production of mational Intelligence,

e. contimning internal CIA coufusion between lta responsibillity
for producing natiomal intelligencs and miscellansous ressarch sl

I‘@?Orhingc
2. The study concludes that vemsdizl action required consiasts ofs

a. re-defining natiomal intelligence in such terms as to
peescribe the principle of collective responsibility of the IAC
¥or T¥s production as the criterion which distingnishes 1t from
all other kinds of intelligeace.

b, revising existing mechanisms and procedures In accordance
with the primciple of collective respounsibility.

&, recrssnizing CIA to place its current intslligence and
abinating facilities wder ths functional direction and operztimal
sontrol of the TAC, snd the remainder of CIA's produciion and col-
1antion facilities wder the fuectional direction of the TAG.

%, Accordingly the study recommarsls that the H3C:
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5. approve and issue the implementing MSC directive atlached
to the study.

b, place a Limit on the strenglh of the proposed National

“Intelligence Group, not bo azceed 100 officer and/or professional

persomel of whom not mere than 20 may be deteiled by the depart
menbal agencies. (Notes After the accumulation of operating
experience, the D/CT, with advice and assistance of the TAC, will
recomend to NSC such modifications in strength and composiblon of
the National Intelligence Group &8 may be NECessary. )

c. Note that the D/CI with advice and assistance of the
1AC will submit revisions of existing NSCID's and D/CI's as may
be required to bring those directives into conformity with the
attached directive.

Discussion

O

1. The principle of collechive responsibility of the TAC for the

production of mational intelilgence iz neither present nor implied in
the National Security Act of 1947 as smended. On the conirary this
responsibility is clearly an individusl statutory responsibility of the
Jirector of Central Intelligence and the Central Intelligence Agercy,
as evidenced by the references cited below.

a. Reference Sectionm 102 ds "o o o it shall be the duly
of the Agency, « » » {(3) to correlate and evaluate intelligence
relating o the national security, and provide for the appropriate
dissemination of such intelligence within the Govermment using whera
aporopriate existing agencies and facilities. . . Provided further,
That the departments and other agencies shall contime to collsci,
evaluate, correlate and disseminate departmental intelligence.

b. Reference Section 102 e: M. . . such intellipence as relales
to the nationzl security and is possessed by such deparitments and
other agenciss of the govermment, . . shall be made availsble to tha
Director .of Central Intelligence for correlation, evaluation, and
Tisseminations o e of

2. lMoreover, the National Security Council in NSC 50 has disavowed

the principle of collective wesponsibility for the production of naticnal
intelligence as follows:

n, . . we do not believe that the Director and the TAC shonid
bound by the concept of collective responsibility because this
would inevitably reduce coordinated uational intelligeuce to.
the lowest cormon denominator among the agencies concerned.®
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3, It iz therefore the intent of the vongress and of the MN3C
thnt the responsibility for national intelll rence production should be
the individual responsibility of the D/CI ard $I4, and not in any way
a coamittee or collective vesponsibility.

L. Further objections to the prineiple of ccllective responsibility

a. The primery pdssion of a deparwientsl intellipence agency
18 to fulfill the intelligence raquirenents of ils own Secrstary
or Chief of Staff, as the case nay be. Because of this situation,
it inevitably Iollows thatls

b. Deparitpental intellipsnece responsibility in a ziven fleld,
sach os neval affalrs; is uvondeniable. Intelligence estinates in
a field of this kind may easily becore "mational® in importance,
but they do not becons "nationsl" in character mmtil related to
othor "nationai®, not departwmental, aspects of the situations from
which they arise. This process of relaling all pertinent "national®
aspects of a situation is a truly nabional intellipence function,
uot 2 ccollective departiental responsibility, which mast be
performed by personnel selectoed and trained for the purpose, among
whon departmental persomnel nipht profitably be included; provided
they become an organic part of the national intelliprence wmachinery.

¢, The production of nationally imporiant departmental
intelligence s not equivalent to the dDroduction of aational
Inteiiigence, yet the contrary presumpbion 1§ inherent i1 the
concept of collective responsibility, a concepl Wiich glves final
ContrGl ovel a carelilly Synuicsized JNteLLigence nroduct 1o
individuals who have no responsibility 10r, OF cxperience witl,

the “rocess oi inbelllpence synthesis at the National level.

s The factor of bimeliness in the production of intellipgence
orbant at all levels. This is no less frue at the national
The vroposed errangencat would interpose two additiona

a7 in the review and coordination process, nanely the IAC Staf?,
i the assembled JAC. wsvin i (his were sound in theory, it would

wnstrons in prociice and tend Go reduece the intelligence nrocces
ardcal process.  Tineliness wouwld not be a characteristic

pracoral inteliipoey PLOCEAUDES o

» oprdneiols of o reaponsibility on any basis
: . =2

sarticipants to consider and aszime reanoagie
maie nedh nerely those within his
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particular departmentel lelds of responsibllity and competence,
In effect this principle gives each agency an equal voice on
issues outside its normal responsibilities and competence.

f. It is inescapable under any working principle of collective
responsibility to avoid the pitfall that national intelligence -
© will become merely coordinated intellipgence, which in effect is
Joint-intelligence, at the mercy of dspartmental bias. CIA came
into being oubt of the intellipgence experience of World War IIT
wherein the JIC/JIS intelligence process resulted in reduction
of intelligence to the lowest camon denominator.

g. It 1s the individual responsibilities of the departuental
agencies to CIA that arc of importancs here. Their indiwvidual
collection effert and production effort is required and must sSupport
national intelligence production. The principle of collective
responsibility merely involves them beyond their responsibilities
and competence and slows down the entire national intelligence
production processe.

5. CIA cannot support the principle of collecthive responsibility
un any of the bases im which it permeates the subject study. CIA does
most asswredly require that the individual responsibilities of the
departmental agencies to CIA in support of CIA's mission be recognized
wmequivocably, and be fulfilled on a priority basis upon request by CIa
of the department concerned. These deparimentsl responsibilities are
delineated and included in a proposed Natiocnal Security Council Intel-
ligence Directive accompanying this paper.

6. The assertion in the study that "Experience has indicated
that the qualily of national intelligence estimates has not substantially
improved since the lssuance of NSC 50" (1 July 19L9) carries with it
the implication that CIAts estimates are qualitatively deficient. The
study does not identify the source of the stated "experience", nor
clarify the nature of the implied qualitative deficiencies,

f» The charge that Munwarranted duplication of effort as between
the varlous agencles has continued" cannot possibly apply to national
intellirence production. CIA is the only agency responsible for the
oroduction of national intelligence, therefore duplication of any kind
in the field is illepal by statobe and NSC intelligence directives. If,
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hcmevc.r, the assertion spplies to a1l fields of intelligence production,
then it is beliewved that this assserdion is more valid in theory than in
fact. CIA has attempted to negotisite interdeparitmental operating procedures
designed to accomplish an interchange of information on projects underitaken
Wy each of the departmenial intellipence agencies. Until very recently
only the Department of State has complied with the procedures. Vhen and

if the procedures becomse fully operative within each departmental agemcy,
there will be a basis upon which geiion can pr(:ceed wy reduce such duplica-
tion as may arise.

8. The assertion that Ycontinuing disasgreement between CIA on the
one hand and the departmental agencies on the other as to the meaning of
nationgl intelligence' is true, as evidenced in subject study. CIA cannot
azccept the definition of national intelligence which the subject study
recommends in view of the fact that the definiiion prescribes the primciple
of collective respousibllity of the 1AC for its production as the critericom
which distinguishes it from all other kinds of intelligence. Accordingly
CIA has re-~defined national intelligence in terms of cantent and end use
snd as an individual statutory responsibility of the Director of Central
Intelligence and CfA. A copy of this definition is incorporated in
Section IV, paragraph 1 of our proposed National Security Council Intelli-~
gence Directive.

9. The study further charges that existing mechanisms and procedures
for production of national intelligence sre inadequate on the grounds that
they do not insure its production in accordance with the principle of
collective responsibility. CIA, for reasons expressed under Section II,
paragraphs 1 through U on this principls camnot accept the mechanismg
and procedures recomiended by the study. Our proposed ¥SCID prescribes
mechanisms and procedures which will provide for the more effective
mrroduction of nationzl intelligence.

30, The so-called "eontinuing internal CJA confusion® between its
responsibilities for producing national intelligence and miscellanaous
research and reporting has become an over-worked catch phrase and actually
stens fronm external confusion regarding the 1nd1v1dual as distinguished
from the collsctive departmental respunsibilities to CIA in support of
national intelligence production, As long as the departwntal agencies
neglect to meet their individual responsibilities to CFA, then CIA is
required to engage in the production of such uiscellansous intelligence
as may be necessary to provide the intelligence basis and framework required
in the production of national intelligence estimates,

151, Conclusion_:s”

1. Assertions in the study are not supported in fact and contain
implications which should be clarified prior %o referral of the isaue
raised by this study to the N5C.
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2. The principle of coliactive responsibility of the TIAC for the
production of naticnal intelligence is contrary to the National Security
Act of 1947 as smendsed, and thus has no basis in lew. This principle
has been disavowed by the National Sesvrity Council in NSC 50 dated
1 July 1949, and is invalid on the grounds that it violates the concept
of a strong Central Intelligence Agency, as it removes the comtrol and ‘
authority of the Director of Central Intelligence over mechanisms presently
available to him to discharge responsibilities for vhich he is held solely
responsible by law. It also imposes duties upon the departmental agencies
which exceed their legal respensibilities and sctual competence.

{signed)
R. H. Hillenkcetter

k. H. HILLEIRCETTER

Rear Admiral, USN
Directer of Central Intelligence
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